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How Much Can You Win?

ASrid 6 across, 6 .down
D9V DQG 21V

ZGoal: 5 In a row, as many rows as
possible horizontal, vertical, diagonal

@15 Moves each ......

B0 Sec. Per move
@ Min. To prepare
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Did You Win Just a Little?

Federal Mediation & Conciliation Service



Did You Win Just a Little?

TYou can win a little_bytcooperating &
VWDVYLOJd, RXWLRE HDFK RWK



How Can You \Win More?
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How Can You \Win More?

T You can win a littlenif you cooperate & stay out of-each
RWKHUYfV ZD\

TYou can win a little"more if you
FRRSHUDBWH: SVWDYIRXW R
and be creative

Federal Mediation & Conciliation Service
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Did You Win This Much?
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Did You Win This Much?

T You can win‘a littlenit you cooperate’ & stay out of-each

RWKHUYVY ZD\

T You can win a little"more-if you cooperate, stay out of
HDFKIERWKHUTV. ZDY DOQG-EH FUHDWL

TYou can win even’more: if you-coo
engage .each other; change'the'ru
ULVNV. DOG HOLPLO

nerate,
es, take

DWH =X
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What About This Much?!

XOXOXAKK K AKX XXX A BB K B O 00
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WIin As Much As You Can

T Cooperate T Get out of the box

T Be creative T Redefine what it

1 Engage each other PHDQV WR 3ZLQ’
t Change the rules + Work together for

sl il joint success

T (OLPLQDWH 33XV YHUVHV 3WKHI



Interest Based
Bargaining

$ SURIHVVLRQDOTYTV WRR
more In collective bargaining
and beyond

Bobby Thompson, Commissioner Federal Mediation & Conciliation Service



Agenda

T Traditional Bargaining/IBB

T Conflict

T Communication

T Interest Based Problem Solving Model
T Questions?



Negotiation Methods

T Meet and Confer

T Traditional Negotiations

T Interest-Based Bargaining
T Your choice






CONFLICT

How Does it Happen?
How to deal with it!
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CONFLICT OCCURS WHEN

T Conflict occurs
when one party to
an interaction
perceives that
another party has
frustrated, or Is
about to frustrate
one of the first
SDUW\-V QHHG
concerns
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Roots of Conflict

tMiscommunication
IDiffering Values
tPersonality Type
TOpposing Objective
TVariance in Methodology
tScarce Resources
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Reason for Conflict

T Different experiences and
perspectives

T Different sets of
Information

T Different roles and
agenda

T Different expectations




PERCEPTIONSs the way We view things.

e

not looking at them the
right way!

I \RX FDQ-W VHH W
ZD\ . GR WKHQ \RX-

(KLC
UH

-




What Do You See?






Our individual Perceptions

T Provide our thought process
T Allow us to value and disregard information

T Provide a structure and framework for
Interpreting data and ideas

T Filters our view of the world around us



Managing Conflict / Issues

Defend Positions Wait and See Make Improvements
Fight change Be Creative
Build Relationships

_— T

reactive neutral proactive



Now, More on Conflict / Problem
Solving Styles

COMPETING COLLABORATION

COMPROMISE

T
A
S
K

AVOIDANCE ACCOMODATION

RELATIOHSHIP
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LEVELS OF CONFLICT
FINFORMATIONAL

ISTRATEGIES
FGOALS

FVALUES
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Anexercisein Consensus Bullding «
"5LYHU &URVVLQJu




MANAGING CONFLICT

T Accept conflict as natural and useful
T Bring hidden conflict into the open
T Define conflict as a shared problem
T Separate people from the problem

T Recognize and understand emotions (theirs
and yours)

+ Acknowledge emotions as legitimate
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GUIDELINES FOR RESOLVING CONFLICT

T Respect individuals and value differing
opinions
T $SFWLYHO\ OLVWHQ WR HDFK SH!
T Keep communication channels open
T Determine the conflict levels that may exist

T Determine an appropriate conflict mode to
e used
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GUIDELINES FOR RESOLVING
CONFLICT

T Define the problem.

T Focus on interests and not positions.
tZKDW DUH WKH SDUWLHV:- FRQFHUQV

T Explore common goals and benefits.
T Clarify specific differences.

T Brainstorm options for resolving the
conflict - be creative.

T Judge options against criteria.
T Develop solutions acceptable to all.

31



Factors In Negotiated Disputes

T People (55%)
-Their working relationship: like, respect, or trust issues

T Process (38%)

-([SORULQJ RWKHU SDUW\-V QHHGV LQWF
emotional)? -Agree on agenda to discuss?

-Make genuine commitments to one another?
T Issues (7%)

-Comprise less than 10% of the reason why people reach
agreements or not



Group Dynamics in Negotiations

T People & Process make up more than 90%
of any negotiation dispute



APPROACHES
TRADITIONAL vs. IBPS

I TRADITIONAL T IBPS

+STARTS WITH +STARTS WITH
POSITIONS INTERESTS

+ MAKE GRADUAL +JOINTLY DEVELOP
ADJUSTMENTS OPTIONS

+DEFER TO POWER OR + MEASURE OPTIONS
TRADE WITH STANDARDS;

DECIDE BY

CONSENSUS



STRATEGIES
TRADITIONAL vs. IBPS

T TRADITIONAL T IBPS
+ ATTACK INDIVIDUALS + ATTACK PROBLEM
& DISCREDIT THEIR NOT INDIVIDUALS
POSITIONS + DEFINE ISSUE
+ ARGUE YOUR CLEARLY
POSITION + EXPLORE ALL
+INSIST ON YOUR INTERESTS
POSITION +BE OPEN TO OPTIONS
+USE POWER TO + DEFINE SOLUTION

LEVERAGE WITH STANDARDS



352%/(0 62/9,1* 96 ~:,11,1

T Problem solving T :LQQLQJu
+ Finding an +*HWWLQJ RXU "7
acceptable solution
HDoes the

solution suffice




Interest Based Bargaining

Also known as:

T Principled Negotiations
 Win-Win

T Mutual Gain

T Best Practice
+ Also referred to as Interest Based Problem Solving



A Problem-Solving Model, That
Helps:

t+HDU HYHU\RQH: -V FRQFHUQYV
Interests.

T Explore the full range of options,
selecting one that is acceptable to all
concerned.

T Work together productively.



P.A.S.T. Model

T Principles

T Assumptions
T Steps

T Techniques



Principles

T Focus on Issues

T Focus on each party's interest

T Accommodates mutual interests
T Uses standards to judge options



Positions

T Always inflated

T Rigidly held

T Precludes cooperation
T Sets stage for conflict



Interests

T Concern

T Need

T Desire

T Goal

T What lies behind the issue



ASSUMPTIONS

T Both parties have a right to exist

T Both parties have legitimate interests
T Bargaining enhances relationships
T Mutual Gain is possible



ASSUMPTIONS

T Help each other achieve positive
results

T Full disclosure of information is essential
T Rely on standards, not power
T Policy Makers approve process




Assumptions

T Open communication will enhance
relationships

T All parties receive benefits

T Open discussion discloses more
Interests and creates more options

T Anger is defused as trust develops




Preliminary Steps

T Bargaining Preparation
+ Training?
+ Develop ground rules
+ Create acceptable Standards
T Opening Statements- optional

I Listing Issues
+ Prioritize?
+ Start with an easy one



Definitions
Issues: Topic or subject to negotiate or to
solve.

Positions 2QH SDUW\-V VROXWLI
ISSUEeS.

Interest : One party's concern about the
ISSues.

Option : Solutions that can satisfy an
interest.

Standards : Criteria or factors to compare
and judge options.



IBPS
STEPS IN PROCESS

1 =I1SSUE
TI=INTERESTS
T O = OPTIONS

I S=STANDARDS
FS=SOLUTION




TECHNIQUES USED
IN IBB PROCESS

+ BRAINSTORMING + PROCESS CHECKING
+ CONSENSUS DECISION + FACILITATOR
MAKING t IDEA CHARTING
t ACTIVE/EFFECTIVE RECORDING
LISTENING T RESEARCH
+ PROBLEM SOLVING

I CONVERTING
POSITIONS TO INTERESTS

STEPS



Interest-Based Bargaining PROCESS

STEPS

1 ISSUES
(What is the problem?)

2. INTERESTS
(Why is it a problem?)

3. OPTIONS
(How might we solve it?)

4. STANDARDS

(How shall we evaluate the
options ?)

5. JUDGE OPTIONS WITH
STANDARDS

GROUP PROCESS

TECHNIQUE

a. ldentify Issue
b. Discussin/Info Sharing
c. Consensus/Agreement on the Issue
a. ldentify Interests
Separate and/or Mutual
b. Discussin/Info Sharing
c. Consensus on Mutual Interests

a. Brainstorming

a. Discussin and Consensus
on Standards to be used

a. Discussin and Consensus
on which Option to use

Memorialize the Solutions in Writing



STEP 1
SELECT AN ISSUE

T JOINTLY SELECT AN
ISSUE

I CLEARLY DEFINE
THE ISSUE

+ ANSWER ALL
QUESTIONS

+SHARE
INFORMATION



Step 2 - Identify and discuss Interests

L, OWHUHVWY DUH WKH ":+<u EHKL

T Understand your own interests

T Explain them - do not assume they are
understood

T Listen to and understand the interests of
others

T Convert any position statements to interests
T Identify mutual and separate interests



Positions

T Always inflated

T Rigidly held

T Precludes cooperation
T Sets stage for conflict



Interests

T Concern

T Need

T Desire

T Goal

T What lies behind the issue



Step 2

Mutual Interests are:

+ ldentical interests to your own
+ Conceptually similar interests
+ Interests of others you can support

Separate interests are interests that
cannot be supported/agreed with

Note: Interests cannot be rejected,
objected to or disagreed with; one
party does not have to like the other
SDUW\-V LOQOWHUHVW



Example
Problem: Significantly Under Funded Pension Plan
Unable to Pay Out Future Benefits

T Are these statements: Interests or Positions?
™ Withdraw from the pension plan.
™  Provide economic security for employees.

™ Withdraw from the pension (defined benefit) plan and
create a 401(K) (defined contribution) plan to replace it.

™ Maintain fiscal integrity of the employer.

™ Honor contributions of long-term employees.

™ Do nothing.

™ Help maintain economic competitiveness of employer.
™  Allow former employees to live dignified retirement lives.




STEP 3
GENERATE OPTIONS

"BRAINSTORM

CAS MANY OPTIONS AS A\ \ \ | / //
POSSIBLE TO SATISFY O &
YOUR INTERESTS 2 —

"RECORD EVERY - ~

—

IDEA — ~T

" CLARIFY OPTIONS

CELIMINATE
DUPLICATES ©

CCOMBINE <

—



e * ‘
BRAINSTORMING

A CREATIVE TECHNIQUE FOR
LABOR-MANAGEMENT
PROBLEM SOLVING
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T A VIOLENT
TRANSIENT FIT OF
SANITY

+A SUDDEN BRIGHT
IDEA

+ A HAREBRAINED IDEA




BRAINSTORMING PROBLEM




BRAINSTORMING PROBLEM




BRAINSTORMING PROBLEM




BENEFITS & PURPOSE OF
BRAINSTORMING

TGENERATES NEW, CREATIVE IDEAS

TINVOLVES EVERYONE IN PROCESS THRO
PARTICIPATION

TENCOURAGES GROUP SYNERGY
FPRODUCES MORE OPTIONS
FTHINK OUTSIDE THE BOX!



TECHNIQUES OF EFFECTIVE
BRAINSTORMING

TDEFINE THE PROBLEM

1DO NOT CRITICIZE
+ KE[d s >hd [/ ~

T K EKd h A</>> Z W,Z M
+~Ad, d[* Z/ /| h>Kh~_U ~dz/ d, d_

TUSE FREE- WHEELING IMAGINATION
+THINK OUTSIDE THE BOX!



TECHNIQUES OF EFFECTIVE
BRAINSTORMING (cont.)

t h/i> KE Kd, Z[~ [/ A
+PIGGYBACK, EXPAND, COMBINE
tAIM FOR QUANTITY

+THE MORE IDEAS, THE BETTER
+ KE[d tKkZZz Khd hw>/ d »

TRECORD EACH IDEA
+FLIPCHART EXACTLY WHAT IS SAID



CONSENSUS
DECISION MAKING

A DECISION MAKING PROCESS FOR
LABOR-MANAGEMENT
PROBLEM SOLVING



NlvXe vXepe

T A PROCESS FOR
GROUP DECISION-
MAKING IN WHICH:

+EVERYONE HAS BEEN
HEARD d

+EVERYONE CAN LIVE
WITH, AND SUPPORT
THE DECISION




GUIDELINES TO EFFECTIVE
CONSENSUS DECISIONS

TLISTEN!

TENCOURAGE PARTICIPATION
+ hd KE[d D ZZ "™ EzKE
ISHARE INFORMATION

FAVOID CHANGING YOUR MIND TO KEEP
HARMONY

+YIELD TO REASON, NOT PRESSURE



CONSENSUS GUIDELINES (cor

t KE[d dZ ~hWWKzd Kz Z',
+ KE[d ,K-ZRADE

T KE[d sKd J
+VOTING CREATES WINNERS/ LOSERS

ITREAT DIFFERENCES AS A STRENGTH




CONSENSUS GUIDELINES
(cont.)

TCREATE A SOLUTION THAT CAN BE
SUPPORTED

TAVOID ARGUING FOR YOUR OWN VIEWS
+N >SK < Z Zh> d ,E/YNh

TAIM FOR A GAIN/GAIN SOLUTION



CONSENSUS TIPS

/

T ASK YOURSELF: ~

+CAN | LIVE WITH THE —
DECISION?




| evels of Consensus

{7 PE AZ}o zZ €% oG AJsz §Z ;]
e §]e(] EZ & &Z]e  ]e]}v A %o

(N (v §Z J+]1}v &) %E 0 X

3/ v o]l]A A]38Z &z Je]}vX_ ]

{~ }v[3 §}5 00C PE U u3 / Aloo V}?
\' A]OO ’H%O%O}CE§ ]§X_




Consensus Is reached when the parties
FDQ VD\«

Key Take
A Way

T | understand your point of view
t You understand my point of view

T Whether or not | personally prefer
this option, | will support it
because the decision was arrived
at in a fair and open manner and
It Is the best solution for us at this
time



Cash Register

T A businessman had just turned off the lights ir
the store when a man appeared and

demanded money.

he owner opened a cash

register. The contents of the cash register
were scooped up, and the man sped away. A
member of the police force was notified

promptly.



STEP 4

ESTABLISH / EVALUATE STANDARDS

"REACH CONSENSUS
ON STANDARDS

"EVALUATE: OPTION
VS. STANDARD

"USE MATRIX

"NARROW OPTIONS
FOR BEST SOLUTION




- Affordable
- Workable , Manageable

+ Address the issue and
not harm another
Interest

* Ratifiable



The Matrix

tlssue
tInterests
Address Afford Ratifiable
tOptions
1. Y N N
2. Y Y N

3. Y Y Y



DEVELOP THE SOLUTION

T COMBINE OPTIONS
THAT

+SATISFY INTERESTS
+MEET STANDARDS

F REACH CONSENSUS




Communication Skills

ODbjectives:

T Identify benefits of active listening

T Recognize obstacles to listening and
poor listening habits

T Review ways to improve listening
power

8B-T2



Ingredients of Effective
Communication

tSender
tMessage

tReceiver
T Feedback
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Listening
Facts

T People speak aboutl25-250 words per minute.

T People can hear abou#00 words per minute.

T The brain can process words at abotoo1400
words per minute.

T After 48 hours people remember abo5% of a
ten-minute talk.

T When listening, people ignore, misunderstand, or
forget 75% of the conversation.

81



Active Listening

Restatement of the entire message
communicated by the sender (including
thoughts and feelings)

82



> w e

Four Stages of Active Listening

Sensing:Hearing the message
Understanding: Interpreting the message
Evaluating: Appraising the message

Responding:Doing something about the
message

83
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Active Listening Technigues

Neutral: Encourages person to continue
talking

Reflective: Shows understanding
Clarifying: Probes for information

Summarizing:Brings discussion into focus
and serves as Initiator of further discussion

84



How Active Listening Improves
Communication
T Makes sender feel important
THelps receiver understand
TEncourages receiver to express feelings

1 Gives sender chance to release negative
feelings

tShows mutual respect

T Gives receiver responsibility of defining and
solving the problem

85



Obstacles to Listening

1Being too busy/Not having time
T Personality conflicts

tBeing pre-occupied

tHaving a closed mind

86



Poor Listening Habits

T Criticizing a message
T Displaying boredom

T Appearing attentive, but thinking about
something else

T Conflict between apparent listening and body
language

87



Poor Listening Habits

T Blocking out difficult, complex subjects
T Taking notes

TMentally rehearsing response while message
IS being delivered

88



Body Language

~olded arms

Hands covering mouth

Hands supporting head when leaning back
—ingers of both hands touching (steepling)
Tightly clenched/wringing hands

++ ++ +H+ +H+ +H
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Improving Listening Power

T }v] eeppU VCSZJVPXXX | <
I Jv[8 V8] 1% 8 XXX Z A v }%o
T }v[S J]vS EEU%SXXX 0 § §Z
T Set time limits (within reason)

+ELMO

< X
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Improving Listening Power

1 Try to understand viewpoint and therefore the
real reason

T Iv[S C
ISsue

& 31} <u] lOoCXXX }ve

tBe patient
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WE CAN ONLY SEE WITH OPEN EYE

WE CAN ONLY LISTEN WITH OPEN E£

WE CAN ONLY THINK WITH OPEN MIN



Communication Tips

t Be cooperative

T Select proper environment; allow sufficient time.

I <v}A }puvs E% ES[s ]vd E 38X
T Share information - open disclosure of facts.

T Consider feelings as well as facts.

+ Recommend solutions

T~ | luvsS E% ES[e c}ousS]lveX
T Encourage and permit contrary opinions.

T Iv[S ul v % ]e]}veX
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Communication tips (cont.)

T Give courtesy you expect from counterpart.

TMake communication supportive when
possible.

+Show an interest.
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The™ KZZ ay to listen

effectively.

T CONCENTRADA what is being said, content and intent.
T OBSERMacial expression and body language.

T RESPONDy using your eyes, voice, gestures, and posture
to communicate empathy and understanding.

T REFLEQGHe information you hear by repeating or
paraphrasing.
T ELICITnore information by asking questions.

T CONTROIthe desire to interrupt, pass judgment, or
change the subject.

T TAKE ADVANTAGENe lag time between mental activity
V. *% |]JvP SJu S} v}S] SZ «% | E]-
nuances, and body language.
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Skills

Education Usage

T Writing -#1 T Listening 45%
T Reading #2 T Speaking 30%
T Speaking #3 t Reading 16%

I Listening #4 T Writing -9%
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T

| know that you believe

you understand what you
think | said -- But, | am not
sure you realize that what yo
heard Is not what | meant.



Empathetic Listening

T Listening with the
goal to see things
as others see them






Why Record Our Work?

I Focuses attention I Lets everyone know
T Archives data their iIdeas are

1 Allows members to heard
move to other ideas ¥ Encourages

T Frees the group participation

from taking notes F7XUQV DQ LQGL®
t Helps prevent idea into a group
Idea

covering the same

ground twice T ldeas are |
depersonalized




Charting Techniques:
T Write or print legibly ft'RQ-W DQDO\]H

T Record ideas using judge or criticize
speakers words t Encourage

T 'RQ-W ZRUU\ D E m¥oWement
spelling t Label each chart,

T Repeats are OK including the date

f Explain and page number

abbreviations T Post each page



If you were to walk into a room where traditional
Labor/Management meeting was going on what would
you see”?

X X X X X XX X X

O O 0O 0 © O 0O 0 0O O



What do you see when you walk into an effective
Labor/Management meeting?

X







IBPS
THE BOTTOM LINE

"MORE CREATIVE
SOLUTIONS THAT
BENEFIT WHOLE
ORGANIZATION

"MORE DURABLE
SOLUTIONS

"IMPROVED
RELATIONSHIPS
BETWEEN THE
PARTIES




We Are Responsible For Our
Attitudes

T The pessimist
complains about
the wind

T The optimist expects
It to change

T The leader adjust
the sails



Questions?

Thank You!

Commissioner John Rasmussen
Federal Mediation and Conciliation Service
785-633-4647
[rasmussen@fmcs.qov




